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SUMMARY 



The management field of Organization -Development approaches institu- 
tions from the socia-V, technical 1 , and economic systems with major emphasis 
on group process, Organisation Development contai hs .many possibilities 
for libraries and their* staff to meet the challenge of our greatly channina 
environment. This paper outl Ines the methods by which an Organization/ 
Development Team coul d be ^created' and operate at Wayne State University 
Libraries. ' . • * 



. ORGANIZATION DEVELOPMENT FOR LIBRARIES 

Since chi 1 dhood , .most &f us* have funct ioned . i n v a h i erarchi ca 1 
author! ty structure . 'WhetheA.it was ^i n . the family, the 1 schools,' the army, 
tj^e work place, or even in confrontations with service prqanizat ions , we 
have ,,1 earned** t'fie methods of communication" and the channels of power. 
hierarchical organizations, decisions were, made at -the top, and the infor- 
mation 'contributing to* these decisions filtered through tjje vaHous levels 
of the Organization.^ ' * , - e , ■ •* ^ t 

Recently, management « has real i zed.that due to the hierarchical struc- 
ture, 'information vital ctp the i r *deci s iop maki ng 'i s.„ tragped or insylated 
at vari ous. 1 evel s of the organization. They have also realized thai; fen ^ 
implement i ng the i r- deci sJons, they meet resistance due to the. n<Ap-i nvbl ve- 
ment-6f,the lower -levels of the or'gan i zat i on . Added* to these,, probl ems is 
the overload .of information process ing- at the ^higher levels. To alleviate 
these probl ems , new. model s of organizations are being developed which free 
the information flow and involve people at all levels of the' organ i zat ion, 
in. the-decision process. The new models known as grid or matrix organi- 
zations-assemble task forces or teams drawing persons from tall levels who t . 
have the: expert i se to solve spec'i f ic 5 * prob terns J* Most of th^se teams are 
sh'prt liv^d, are diagonal a n .compos TticfY) and exist only until a'specific „ 
problem is solved. Inherent in these new organ i zat i oriaUYnodel S are hew 
rewards of accomplishment for employees, and improyed decision making for 
management. ,Alsp there arg a, different set of condi tions which can lead v 
to' anient i rely new set of probldms both for the individual anrd -the organi- 
zation. - Lines of communication and chanrrel^ of .power 'sh i ft ^nth. each new 
team and each new problem causing a high 1eve*l of ambiguity and anxiety*, 
among the. staff. Certain individuals who had at tai ned,. pos i t i ons of promi- 
nence in* the hierarchical organization may find- themselves excluded from, 
the, decision process in a matrix organization; Others who contributed , 
'to the decision process in the^past, may f i nd'^ themselves unequfp'ped wi th 
skills that faci 1 i tate grou^) deoi s ion making^. • * . 

^ To v . deve 1 op. both management .and empl oyee ""ski lis at group decision 
maki ng / the new management field of Organization bevelopment has become 
increas i ngly 'important . "Organization Development taKes a "ges.tal t M approach 
to organ i zati pns i n that it Is both diagnostic and prosariptive in loSkinq 
at all- facts-of an : organ i zat i on . In Organization Development,; ^uch areas" 
as* the fiscal pplicy, v tKe physical setting,* the formal structure, tjie«\ * 
Informal communications as norms, to nam^ only a ( few areas 5 are studied^ 
and possibly . changed .to bring about organizational health. Organization 
Development draws heavily ujson the soclaj sciences both for* its theory 
and practice.- One. of its ma^or tool s i s expjfcr i ence based learning through 
laboratory training. By us'in.g a trained group leader in a laboratory 
sett i ng , both . management and employees can gain insight into both the groyp 
process and their personal soci al ski ] 1 s wi thout the threat; or consequences 
of re$l !i fe .confrontations. ' 



In a participatory management, the organization must develop a 
■^jcons i £ tent and unique conceptual model v of its organization. Many assume * 
that participatory- management .i s only another term for thfc Labor Union vs. 
mapagemen t model which works on conflict and compromise mode', a method 
sadly* lack i ng for a true problem so! \£fin<q operation. Even one individual 
'operBt i ng o * i n this mode could retard thp- ent i re dects ion making process.-. 
Another cdmmonly j^eVd - conceptual mbdel for participatory management is 
the democratic principle of, "one mah-on£ vote". The. ,appl i cation of. , x \- 
..... this method to probl em- sol vi ng generally leads to merely the expression 
of individual pref erence and .confl i ct avoidance rather than a constructive 
dialog by which attitudes are" changed and new plateaus o'f thinkinq are * % 
' x achieved. ^ ■ r ' ; * ~ 

^tt'Wayne S tate tUn i vers i ty Li brartes, . the domi n^tplconceptua 1 model 
^ , has been one pf a feSeration of departments and sioHs.^ Each, d ivi s ion 

of .these departments has defined its owh goals and objeoE i ves . This' % ; 
arrangenfent has, over" the gears', developed strong smaM group! al teg lances 
wh i cK ' h^ve ^con t r i bu.ted' greatly to' the ? qua 1 i ty \ of 41 i bra.ry Sys terns . However , 
in recent, years ,^imcreas i ng bu tsj/le forces\have been "brought to bear on - C 
% the total organization. These ' forces have at -time's caused departmental 
-^gpals and objectives to be in .conflict with th ; e global hejalth of^the 
.organization. At the same tim&^jjTdividual aj l^eg i a^ces^have^ rema i ned wi th 
their departments, and ^there : have been' few' "integrator"-" agents to bring 
about conceptual change in the organization. A 

The Director pf Libraries has es tab] I shed\a commi ttee system that 
,. v; can utilise group input In the definition of giobal gocfls 4 and objectives 
and the so-lution of> global problems. However, the members of these : . • 
committees Vtiew themselves as ' de Legates- frorru-thei r origina'l qroup^ charged 
with defend i.ng /their parochial internes ts'T"" Al legiances are developed., 
x ^onjpromi ses at ta i ned v but solutions, to global problems are , si del i ned*. 
'■Kftrey are coaf 1 i ct;-adj u§ t i ng groups 0 I nstead of copfj i ct-rjssbVv i ng groups. ' * 
* In professionally based organization^ the exa \ ted 1 posi t i on of the 
expert is another major obstacle/to .group ^decision making and management" - 
* by consensus. In professional organ i zat Ions , e'ach professional -or group 
, of professionals has a specialized body of knowledge available to them, 
-jwhich gives thenrt/poWeY. i n the i f drea of- the organization. ' I t is impossible 
. f£r another group i.n the organization to cha.I Tenge t-h i s expertise for 
they must respect that body of. knowledge to gain mutual respect for . thei r 
own area.;; Therefore/ wi thout trus l t , lateral consVnsu's^ i n a ^prof fess iorjal 1 
organization is close to impossible. Hierarchical or 1 eg i t i ma te ^power' 
* °is also reducfed In a prof ess.i ona I, based ' o/ganj zat ions Because in most \ 
instances, the" admi ni strators are themselve-s from the same progression 
and; must concede to the power pf expertise. For instance, a hospital 
adnpi nj : stra tor . who was* once an obstetrician, when making a deci s ion' con- • 
cerni;ng the cardiology' department , H ~wi 1 1 in most instances, have to concede 
to the expert know! fecjge ^pf ' the cardiologist." Professional s in these'' 
organizations are more reluctant to accept input f rom, techn I cal suppor t- 
tive staff for the same reasons, so. that diagonally formed problenv 
solving teams are less apt to suceed. • ' ' ■ .> ' 

'The majority of the probl ems i nherent i n" par t 1 c i pa tory management - 
■> can be decreased or resolved by increasing our knowl edge of the organi- *. 
zatioirLs structure, and^our perceptions' of how we relate to th/*, various 
groups we^ function within the. organization. To this end, it is suqgested 
that a "Library Organization Team" be initiated as was proposed- ear 1 t er k 
this year. However, the dec i s ion, of the s team would qo way beyond Its ' 



original charge of- .mcJni tor i ng the various resource committees. The 6 - 
Library Operat ion. Team woul d work in the following areas:* 

I . Data of Organizational Health * . v * \ 

The Library 'Organ i z-at ion .T^am sho'ul<i_be responsible for developing 
v and administering a questionnaire to determi ne- the staff's perceptions f 
*of the organization.- The ques ti onna i i^eN^houl d coyer £rea<s sucK as """" . 

cooperation, goals 'and objectives, conf 1 i ct 1 resolgt ion , recepj^rfveness - <\ 

of t^e administration etc v From this dafa, a modej^can be>-construct£ci » ' . 

to show 'areas where perceptual change or organizational change is necessary. * "N 

J ' • I n tegrator Agents * h ■ ■ - ■ ^ 

The Library Organization Team should also'act as integrator agents 

.in 'tha t c they should i t j n on, the various committee meetjngs.'as observers. 

As observers^ they will .not* be allowed to contribute in any substantive 

manner to the meeting. They will clarify positions and develop. the various 
communication styles of the group member$. f Obviously, this- group should 

participate In group -trai n i ng before* they can function'as integrator agents. 

M ! I . $ Jh i rd Party Consultants w 

\ ' They wi 1 1 act as 'third party consul tants between hostilities of any 
^Library* staff members", ' hel pi ng these people identi fy, process and resolve. - 
their -conf 1 ict. . \ _ ^ 

IV. Library Organization Workshops i 

Members of this group will conduct workshops with groups involyino 
interpersonal abilities. 

• . Obviously, none of these changes can be carried out without the Full . 
consent of. the groups or individuals. Therefore ,< the Library Organization 
Team-wM) only function when specif icall^ jnvi ted to. do "so. 

The Team should work independently of the administration or any other 
group or individual and t should 6e under recall only" by the consensus of 
„the Librarians. 1 Assembly. -* * ' 

Selecting the. members of the Library Organization Team will, be the 
most difficult task. The members should have -strong social and communi- 
cation ab i 1 i t ?es . .They should be marginal people who have no set allegiances 
to a particular group. They should have a strong sej f -awareness . .They 
shou.ld be accepted.*by the group. They should not be either appointed'or 
.elected to^ the team. Rather, they should be discussed and agreed upon by 
consensus of the Assembly as fitting the various criteria. , 
However 1 , 'the efforts of any Library Organization Team toward improvinq ■ 
the group's decis Ion-making wi 1 1 be useless unless as. individuals are 
willing to develop our sel f-pe/cept i ons and restructure our organizational- 
a format. We have to look at ourselves and see wha.t role we play in the. , t 
group process. We have to, decide whether this role aids or retards correct 
decision making. Are we open minded, do we develop a climate of trust 
H where one can..cr i ti cize another and in turn'be critized without fear of 
personal jeopardy? Do we listen or do' we only wait to speak7 D'o^we preserve - 
logic and not Individual need? Do^w§ avoid conf 1 i ct and look for-com-\ 
promi se? " . c 

As Librarians, we have bul 1 t a norm of conflict avoi dance , probably - 
out of defens iyen^ss' ovfer our tenuous position' as professionals. Also, 
our residence to openly criticize may stem from our position as experts 
in specif ic -areas. "We say, "You don't criticize me in my area; I won '*t * 
cri ticize ^you 'in yours. Agreed." • ) * 



• To aid us in making valid group decisions, we must also alter 
our organizational format *or by-laws which pos tpone- or ci rcumvent vote 
taking,. In the past, in .the Librarians 1 Assembly, we. arrived at two 
typeslpf decisions. We have made consensus decision where all agreed 
upon a solution. Although we took a vote to satisfy the by-laws, the 
outcome was already known to every member of tfre'groap. What&ver was 
voted upon could therefore be ea^sljy implemented.^ 5 s 

• When a* majority decision is friade, a far *dTfferent set of circumstances 
exists. 'Generally debate and conflict are strong, and the two sides are 
solidified in their positions'. When. one side m,akes a motion; they hope 
*to gain the power -pos i t ion and Impose the i t r position -on the minority. In p 
passing the motion, a solution has not' been found; the, conflict has onl,y 

been adjusted, not resolved.' And since only part/of the .sjtaff anreed- 
with the sol uti on , implementation will be i nef f ect i ve . Two examples of 
the failure of .majority vote jn recent months at Wayne State University 
Libraries have been over 'the' -staff ing-of th^ Catalog Assistance Desk, 
(CAD) and Peer Evaluation. 

4 The CAD probJem was not settled because' we had avoided 5 the most crucial 
problem; that of Library Objectives . One pbrtioh 6F the. stciff felt 4 a. . 
strong allegiance to their department or. dWjsion and believed that service / 
on the CAD had, a negative effect on their first objective. Another segment * 
of the staf v f viewed service at 'the CAO as a worth while endeavor and f saw 
this servic*|>as "synonymous with the objectives of the Library.. Until we . ^ 
can openly discuss this central issue, we will merely be trying to arrange , 
schedules- which side step .the issue. Th$ volunteer plan was* a conflict 
adjusting move of the first ordei — jio one could be dissatisfied wi th the 
outcome. HoWever, the major conflict was" on 1-y side-stepped. Individual^ 
preference was accepted rather than a-6onsensus of object ives developed . 

The Peer Evaluation conflict, because of it? volatile nature^, Was 
not even discussed. . It was put to a vote of individual preference. Indi- A 
vfdual preference is not a solution; it is only a show of force. Many 
.Who disagreed wi/th Peer Evaluation are those same individuals who have seldor.: 
attended meetings' of the L i brar i ans'^ Assembly . They are perspns who viewed^ 
all forms of q'foup* part i ci pat ion In a negat i ve 1 ight . Wi thout di scuss ion; *' 
obviously the only solutionis avoidance. We have, allowed votev taking to 
become our ntejor confl i ct avqi dance mechanism. * - •. * 

The Parliamentary, procedure or Roberts' Rules of Order, after which 
our by-laws, are patterned , work wfell for th'e protect ion of i nd i vi dual and 
power gro up rights. But they tfail to develjop a climate conducive to ■ 
group decision making or participatory management. If the organization's 
format reinforces individual power groups in their position, limits communi- 
ca'tjon, develops an atmosphere of confl i ct avers ion and reduces the area . 
of/social skills, then they shoul$/be changed We need- to develop a fluid 
s/ructure where our social . ski 1 1 s caji develop, and we can 1 learn, to function V 
.on ntfw planes of communication. \ / ... - 

- Another factor contributing to the \l i brari ans 1 Assembly's failure 
at decision making may be Its Size. Whether group of~20 to 25 persons 
can come to consensus decisions mlghjt be questioned. We might again 'con-, 
s^der the membership of *the Assembly . ' Originally, ifwas to be patterned 
after a "town-ha'l 1 11 concept where membership was to vary with each meeting.- 
Those present were members; those not present 'were not members. This may 
be ^'concept we should consider again. . ""Presently, we. make most ijpajor 
decisions by ballot by whi,ch many members vote on a problem whigri tkey have 



not contributed to the. discuss ion*. Sole]ycas'ting avo'te does not con- 
tribute to a solution; it only chooses a solution'^' # 

As individuals in the participatory management setting, we cannot % . • 
expect to deliver our solutions to'probTems at the. feet of the administra- 
tion and have then£ accepted .__^Nor can we simply sulk in our ten$ when., they 
-are rejected^. The.true meaning of parti ci pa terry management is to bring 
our ideas and l;posi t ions to our peers. There in the group setting, we can 
process qur ideas, and develop solutions. And^ these solutions, if agreed 
upon by concensus, can then be presented to the administration with a 
far greater^chance of their acceptance and implementation. \ / 

\ " - L -J . * ^' ' 9 ; \* 

J H E ORGANIZATIONAL STRUCTURE 

The major reason for participatory-management is to break down the 
barrier between those who plan in an organization, and those who implement 
those plans. This is to be accomplished by involving the staff Wt*to . . 
implement ip the pi ann i ng process * However, what has happened here'in. 
the n Library is that we have merely inverted the structure. The staff work 
in committees -developing plans and Library operations. 'These plans are ' 
then presented to the Department Heads for acceptance and implementation, 
and n at this point, the 'process breaks down *• , The Department Heads have not 
been i,nvb~lved in the planning and they reject the/plans. The situation 
is .even worse than undeV* a strictfly hierarchical" structure because thqse 
,who implement also hold the 1 egi 1 1 mate power and can veto any plan with- 
out opposition. To correct this condition j new organizational structures 
must be developed which will involve 1 i ne management more fully in the . 
planning process. Historically, librarians have been divided between 
techni cal. process and public services which are again divided according \ 
to 0 subject areas. New ^management structures should be looked at ^hat cut 
across' these divisions and view libraries as d i fferent' processes . 
* Above\aJl, we must come to realize that the L i brary 1$ not only?a 
technical system, but that it is also a social system. Ve have /con tri buted 
countless toan^years to developing the technical system. On the other hand, 
We have spent little or no time in develop! ng our social system* Yet the 
social system rests at the very center of our ability to funct ion 'ifr an 
organizati on In the end, we must analyze, define and control our own. 
ecology 'wh ich is the delicate bajance between our social and technical 
systems that interlock with our profes s ibnal . eth i cs and values, or we will 
fail' to meet the forces of change. * ( 

P^ul M. Gherman 
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